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A  N O T E  B E F O R E  Y O U  R E A D

This work is offered for education and leadership development. It is not legal, financial, accounting, investment, medic‐
al or psychological advice; take the advice of a qualified professional who knows your circumstances. Companies and
events are described from the public record as the author understands it; characterisations are the author’s analysis. Ex‐
amples are illustrative, and no particular outcome is promised to any reader.

A B S T R A C T

Patient capital is usually described as a kind of money: a foundation's endowment, a family's holding, a
pension fund's allocation to things that take decades. The twelve chapters before this one have treated
it more precisely, and the precision changes what a reader can do with it. A company's time horizon is
set by its purpose and its owners, as chapter 2 argued, and a purpose that is not written where it binds
is a mood. The serious objections to purpose,  chapter 3 showed, are each answered by a structure.
Short-termism, in chapter 4's reading, is a mismatch between the clock a decision is judged on and the
clock its assets renew on. The evidence in chapter 5, narrow but consistent, suggests that lengthening
the clock through pay or ownership is associated with more long-cycle investment and greater durabil‐
ity. Chapters 6 and 7 showed foundations, trusts and founders doing it at scale, and chapter 8 showed
listed companies doing part of it in their own reporting.
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C H A P T E R  T H I R T E E N

Who Holds the Long Clock

Not a fund, a role

Patient capital is usually described as a kind of money: a foundation's endowment, a family's holding, a
pension fund's allocation to things that take decades. The twelve chapters before this one have treated it
more precisely, and the precision changes what a reader can do with it.

A company's time horizon is set by its purpose and its owners, as chapter 2 argued, and a purpose that is
not  written where it  binds is  a  mood.  The serious  objections  to purpose,  chapter  3  showed,  are  each
answered by a structure. Short-termism, in chapter 4's reading, is a mismatch between the clock a decision
is judged on and the clock its assets renew on. The evidence in chapter 5, narrow but consistent, suggests
that lengthening the clock through pay or ownership is associated with more long-cycle investment and
greater durability. Chapters 6 and 7 showed foundations, trusts and founders doing it at scale, and chapter
8 showed listed companies doing part of it in their own reporting. Chapters 9 to 12 turned all of that into a
field manual, a set of measures, a set of conversations and a household's year.

Put together, these say that patient capital is not a sum of money. It is a role in a system: the party with a
long clock, the standing to act on it, and enough distance from daily management to judge it fairly. A
foundation can play the role. So can a family, an employee trust, a long-term lender, a mission-locked
shareholder, a board that has written its purpose where it binds, or one person at a kitchen table who has
agreed to speak for the years. The question for any reader is not whether patient money is available. It is
who, in this company or this house, holds the long clock, and whether they know it.

Ammanuel Santa Anna's governance manuscript states the institutional version plainly: "Regenerative gov‐
ernance requires institutions that extend time horizons beyond the cycles imposed by liquid capital mar‐
kets."75 This closing chapter reads the whole book through the house's living-systems lens, joins it to the
neighbouring books in the series, states what the book does not show, and ends where the long clock is
kept.

The living-systems reading of the whole

reads economies as living systems, and the reading has a particular shape when it is turned on time.
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A living system is not a machine running at a speed. It is a set of processes running at many speeds at once,
each one dependent on the others. A forest has the year of its leaves, the decades of its trees and the cen‐
turies of its soil. A body has the breath, the day, the season of a recovery and the decades of a skeleton.
Health, in such a system, is not the speed of any one process. It is the fit between them: each fast process
drawing on the slow ones at a rate the slow ones can renew.

A company is a system of the same kind. Its cash turns over in weeks, its customers in years, its people's
skill in a decade, its reputation and its place in a town over generations. The machine reading of a com‐
pany, which Santa Anna's manuscript on the machine metaphor sets out to replace, sees only the fastest of
these processes, because that is the one the accounts report. The living-systems reading sees the fit. It asks
whether the fast processes are drawing on the slow ones faster than they renew.

Every structure in this book is a way of restoring that fit. A purpose clause tells the fast process which slow
ones it may not consume. A foundation or trust puts a slow clock in the owner's chair. A longer pay period
gives managers a clock nearer the asset's. Restored feedback, a phrase chapter 4 took from Santa Anna's
book, lets signals from the slow processes reach the people who decide on the fast ones. The two-clock re‐
gister puts the slow clock on the same page as the fast one. None of these is a moral demand. Each is the
ordinary maintenance of a system that has more than one speed.

Santa Anna's teaching on living financial institutions refuses the idea that this maintenance is a sacrifice.
"Patient  capital  isn't  about  sacrificing  financial  returns,"  he  writes;  "it's  about  recognizing  that  true
prosperity encompasses social and environmental well-being."76 Read in the language of this book, the sen‐
tence says that an owner who bears the asset's time is not being generous to the asset. She is being accurate
about it.

A word about the word

Patient is a curious word to have attached itself to capital. Its root is the Latin patior, to suffer or to bear,
and the older sense survives in the hospital: the patient is the one who undergoes something. Patient capit‐
al, read that way, is capital that agrees to bear the slow time of the thing it has invested in, rather than re‐
quiring the thing to bend to the time of the capital.

This matters because it changes how a leader asks for patience. A request framed as a sacrifice invites a ne‐
gotiation about how much. A request framed as accuracy invites a different question: how long does this
asset actually take to renew, and does everyone with a claim on it know? A forest does not grow faster be‐
cause its owner is in a hurry, and a team does not learn faster because its budget is reviewed monthly. The
owner who waits is simply the owner whose expectations match the thing she owns. The Two Clocks Re‐
gister is, in the end, a way of putting that question on paper, so that patience can be agreed as a matter of
fact rather than pleaded as a matter of virtue.
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Three joins

The Ecstatic Economics series is a set of books meant to be read against one another. Three of them meet
this one at particular points.

Employee ownership. The house's book on ownership and profit sharing, Owning the Work, follows the re‐
search of Douglas Kruse, Joseph Blasi and Richard Freeman on what happens when workers hold a stake in
the firm. Its relevance here is direct. An employee owner is a patient party by situation: she cannot easily
sell her job, her skill is often specific to the firm, and her horizon runs as long as her working life. Santa
Anna's book describes the change in what such a person watches for: "The worker-owner's neuroception is
scanning for threats to the organization — and mobilizing creative energy to address them."77 In the lan‐
guage of this book, employee ownership puts a long clock inside the building, held by the people closest to
the long-clock assets themselves. The John Lewis Partnership in chapter 7 is the oldest large example in
Britain.

Gainsharing. The history of gainsharing, from Joseph Scanlon's plans in the 1930s through the Rucker and
Improshare plans that followed, is told in The Gain Was Always Shared. Its join with this book is the period
over which gain is counted. A plan that shares with a workforce the improvement it produces, measured
over a longer period, rewards the long-clock work this book has been about: the training, the process im‐
provement, the customer trust that does not show in a quarter. The house's book tells that history and its
evidence; how such sharing might be designed for a particular organisation is a matter for a conversation,
not a chapter.

Exit and voice. Albert Hirschman's Exit, Voice, and Loyalty (1970) distinguished two responses to decline in
a firm or a state: leaving, and speaking up.78 The house reads Hirschman beside Karl Polanyi in The Embed‐
ded Market. The join here is that patient capital is capital that chooses voice. An owner who cannot or will
not sell has one way to influence the company, which is to speak and to be heard. That is why Henry Hans‐
mann and Steen Thomsen's finding on managerial distance matters:79 the voice has to come from a party
distinct enough from management to say something management does not want to hear. Liquidity is the
freedom to exit. Patience is the discipline to stay and talk.

Santa Anna's book names the pattern beneath all three. Looking across the alternatives it surveys, from co‐
operatives to steward-owned firms, it finds a shared feature it calls distributed agency, and insists on what
kind of feature it is: "This distribution is not ideological ("power to the people" as slogan) but structural
(specific governance mechanisms that ensure broad participation in economic decision-making)."77 Em‐
ployee ownership, gainsharing and voice are three such mechanisms. Each gives a long clock to someone
who did not have one.
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The upgraded map

Chapter 4 introduced the Luminous 100's upgrade of the stakeholder map, which begins by asking who the
living beings and systems affected by a decision are. The upgrade goes on to rename the classical map's
strategies. Where the conventional grid assigns each stakeholder a treatment by power and interest, the
house's version proposes replacing "manage closely" with "deepen relationship" and "monitor" with "extend
awareness and care."80

For this book the renaming has a concrete use. Most of the parties who hold long clocks in a company sit,
on the conventional grid, in the low-power corner: the apprentices, the long customers, the town, the next
generation of the founding family. They are monitored. The upgraded map asks what relationship each
needs in order to be healthy, and in practice that means asking whether any of them could be given a role
in the long clock: a seat, a share, a voice, a right to be consulted before a long-clock asset is drawn down.
The Alpha Papers set out the stakeholder map as an instrument at; the house's upgrade is a question to
bring to it.

The holder, in five settings

The role is easier to recognise once it has been seen in several places. Five settings, drawn from the cases
and composites in earlier chapters, show the same role in different clothes.

The foundation. In Stuttgart, Jena and Copenhagen, chapter 6 found an owner with a charter, a board, a
reason to need the company's dividends for a very long time, and no way to sell for private gain. The holder
is an institution, and its strength is that it outlives every person in it. Its risk is complacency, and its pro‐
tection is the distance Hansmann and Thomsen described, between the people who hold the purpose and
the people who run the company.

The trust created by a founder. Patagonia's family and Spedan Lewis, in chapter 7, each handed control to a
trust in their own lifetimes. The holder here is a deed and the people appointed under it. Its strength is
that it was designed by someone who knew the company intimately. Its risk is that the founder's purpose
was written for a world that changes, and its protection is a procedure for revising the deed that does not
depend on management alone.

The listed company that sets its own clock. In chapter 8, a company that stopped giving quarterly guidance
did not change its owners. It changed the clock it invited them to judge it by. The holder, in that case, is
the board itself, acting on a written purpose. Its strength is that it needs no new structure. Its risk is that it
can be reversed by the next board, and its protection is to write the reason down where the next board will
read it.

The family firm. The composite manufacturer of chapters 5 and 10 put a long clock in a trust deed and a
five-year  bonus  period.  The holder  was  a  family  that  decided not  to  sell  a  drawn-down company.  Its
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strength is closeness to the assets: the family knew the machinists by name. Its risk is that a family's clock is
only as long as its agreement, and its protection was the deed that outlasted the meeting.

The household. In chapter 12, the holder was one person at a kitchen table who agreed, aloud, to speak for
the years. Her strength was that she remembered what the money was for. Her risk was the oldest one in
the book, that a frightening month shortens every clock in the room, and her protection was a page, a pa‐
tient party asked in a calm week, and a partner who had agreed to listen.

The five differ in size by many orders of magnitude. The role is the same in each: a party with a long clock,
the standing to act on it, and enough distance to judge. A reader who can name the holder in her own set‐
ting, and say which of the five it most resembles, already knows where its strength and its risk lie.

What the book has made visible

A book that offers a lens should be able to say what the lens shows. Read back across its chapters, this one
has tried to make five things visible that the usual accounts of a company keep in shadow.

The first is the second clock itself: the regeneration time of the assets a company depends on, written be‐
side the period over which the people who draw on them are judged. Once the two are on one page, a great
deal of ordinary corporate behaviour stops looking like vice and starts looking like arithmetic.

The second is the draw-down inside a good result. A margin that rose while training fell, an earnings figure
that rose while research was deferred. Chapters 4, 5 and 10 return to it because it is the single most com‐
mon way a long-clock asset is lost without anyone deciding to lose it.

The third is the separation of the three rights of ownership, the right to the money, the right to decide and
the right to sell, which chapter 6 found, in different degrees, in each of the three foundations it read and
which smaller firms can borrow one right at a time.

The fourth is the body's part. Santa Anna's book insists that a frightened person thinks on a shorter clock,
and the field manual turns that into a scheduling rule: take long-clock decisions in calm weeks.

The fifth is the role this chapter is named for. Patient capital is not a fund to be raised. It is a seat to be
filled, and the first act of a leader is to look at the seat and see whether anyone is in it.

What the book does not claim

Thirteen chapters make an argument, and an argument this long owes a statement of its limits.

It does not claim that every long-horizon company does well. Patience can preserve a business that should
have changed, and some of the most patient owners in economic history kept factories open long after
their products had stopped serving anyone. A long clock tells an owner to wait for the slow assets to re‐
new. It does not tell her which assets are worth renewing. That judgement is still hers.

business.hautelumiere.life/library/the-long-clock · business.hautelumiere.life

W H O  H O L D S  T H E  L O N G  C L O C K

7

https://business.hautelumiere.life/library/the-long-clock
https://business.hautelumiere.life/


It does not claim that markets are the enemy. Much of the evidence in chapters 3, 5 and 8 is the work of
financial economists using market prices, and some of its sharpest findings, Brian Bushee's on the differ‐
ence between kinds of institutional investor and Alex Edmans's on the slow pricing of employee satisfac‐
tion, show markets doing something more interesting than punishing the long term. They show particular
owners, on particular clocks, behaving in particular ways. Santa Anna's own book is careful in the same
direction: it describes the shareholder-primacy model as having produced genuine value before reaching its
limits, and its alternative is a matured business, not an abolished one.

It does not claim that the structures it describes are simple or cheap. A foundation, a trust or an employee
ownership plan takes lawyers, time and a founder's willingness to give up something real. Patagonia's family
gave up the right to sell the company. Bosch's founder gave up the right of his heirs to control it by capital
alone. These are not techniques. They are decisions about what a person wants to leave, and they should
not be taken without legal and tax advice. Nothing in this book is that advice, and nothing in it is invest‐
ment advice.

It does not claim more than its evidence allows. The best studies are narrow: large American companies,
Danish foundations, one list of employers. The cases were chosen because they survived. The composites
were built to show arithmetic, not to report results. The measures in chapter 10 are recommendations, and
the field manual in chapter 9 is a sequence the house proposes, not a finding.

And it does not claim that the living-systems reading is the only one. The two-clock view is a lens, offered
because it makes some things visible that the usual accounts leave in shadow: the draw-down inside a good
result, the body's part in shortening a horizon, the long-clock parties left in the corner of the map. A read‐
er who finds the lens useful should test it against her own company or household with the Prediction Re‐
gister, and keep it only where it shows her something true.

Within those limits the argument is modest and practical. Somebody has to hold the long clock. The work
of a leader is to know who it is.

Monday, for a leader

Chapter 9 sets out the full twelve weeks. For a leader who wants only the first week, five steps, each of
which a person who runs something can do without new money or a change of owner.

Find the holder. Name the party that holds the long clock: the person or body with the longest horizon,
the standing to act and some distance from daily management. If you cannot name one, write that down; it
is the first finding.

Write the purpose where it binds. Use the Purpose Sentence from chapter 2, then put it into one document
that governs behaviour: the articles, a shareholders' agreement, a board charter, a bonus plan.

business.hautelumiere.life/library/the-long-clock · business.hautelumiere.life

W H O  H O L D S  T H E  L O N G  C L O C K

8

https://business.hautelumiere.life/library/the-long-clock
https://business.hautelumiere.life/


Keep the register. Fill in the Two Clocks Register from chapter 4 at the next quarterly review, and read the
draw-down pairs aloud.

Lengthen one clock. Choose the single shortest clock that governs a long-clock asset and lengthen it. One
clock, not five.

Give one long-clock party a voice. Choose one party on a long clock who has no say in the decisions that
draw on them, and give them one. Measure nothing yet. Listen.

The common mistake at each step is the same: to treat it as a statement rather than a structure. Santa
Anna's book gives a short test for whether an enterprise has avoided it. The effective ones, he writes, are
"clear about their values and flexible about their strategies."77 The register is flexible. The purpose clause is
not. Chapter 12 gives the household's Monday in full.

The finer points

Four distinctions keep the role honest.

Patience is not passivity. The Danish evidence on foundations, and Hansmann and Thomsen's work on ma‐
nagerial distance, read together, suggest the same lesson: the best long-term owners are present, informed
and demanding. A long clock held by someone who never asks a question is an absence.

Distance is not detachment. The holder of the long clock needs distance from daily management to judge
it, and closeness to the long-clock assets to see them. The foundation board that never visits the plant has
distance without sight.

One clock at a time. A system can absorb one lengthened clock in a quarter. Changing five at once is a re‐
organisation, and reorganisations shorten everyone's clock while they last.

Measure what renews. Every change in this book should be judged, in the end, by whether a long-clock as‐
set is being renewed rather than drawn down. Not by revenue, which moves for many reasons, and not by
sentiment. By the trend in the register, read against a prediction written before.

Where to work it

The chapters of this book are a single argument and can be read in order; the workbook that follows gath‐
ers every tool in one place, with a ninety-day plan. Ecstatic Economics is kept at , and its chapters on the so‐
matic dimension of economics and on financial architecture are the source of this book's living-systems
reading. The house's other books in the series, among them  The Pasture Was Never Empty and  The Second
Brief, take the same lens to neighbouring questions, and all of them are gathered at hautelumiere.life.
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Leaders who would like to work through the sequence in this book for their own organisation, including
whether a structure for sharing long-term gains would suit it, can begin a conversation with Ammanuel
Santa Anna at hautelumiere.life.

The Tool: The Monday Card

One card, kept in a wallet or pinned above a desk. Fill it in on Monday. Read it on Friday.

For a leader

The holder of our long clock is ______ (or: nobody yet)

Our purpose, in one sentence: ______

The document I put it in this week: ______

The longest-lived asset we depend on: __ · years to rebuild: ____

The shortest clock that can draw on it: __ months · set by: ____

The one clock I lengthened this week, and how: ______

The one long-clock party I gave a voice to, and where: ______

What I heard: ______

For a household

The holder of our long clock is ______

This money exists to __ for _, and we will not ___ to get it.

Our long-clock lines, and years to rebuild each: ______

Our shortest clock: __ · the line it would cut first: ____ · is that the line we would choose: yes / no

Our patient party: ______

On Friday

What changed in a document, not only in a conversation: ______

What I will do next week, one thing: ______

The long clock

Picture a church clock in an old town, wound each morning by one family, generation after generation, for
a small sum from the parish. Nobody in the town thinks of the winder as an investor. But every morning
the town sets its hours by a clock somebody has agreed to keep, through good years and bad ones, long
after the person who first took the job is gone. The work is small and dull, and it is the reason the town
knows what time it is.
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Every company and every household has a clock like that, and someone either winds it or does not.
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